Abstract: Analyses and international comparisons of university organisational cultures are rare or even non-existing in management studies. Our paper fills this gap, presenting the results of a pilot study conducted in two units representing a Polish and a Dutch university. The survey has been carried out on a basis of a model and a measuring tool created by the Dutch researcher Aldert P. Dreimüller. Using two dimensions of change tolerance vs. control; and internal vs. external orientation he proposed a typology of four organisational cultures: task, aim, team and process culture. Each type is described with the same set of criteria. The types identified in the course of our survey are interpreted through the lens of the national cultures of the Netherlands and Poland. However, the main result of the study, and thus the main aim of this paper, is a multi-faceted usage and test of the Dreimüller's tool.
Introduction
The complementarity of culture and organisations is getting more and more recognised, ranging from doing business abroad through multicultural society to organisational culture. Yet, the progress in application is slow, due to, amongst others, the lack of ready-to-use reliable instruments. Business needs practical tools, not a series of trainings, exceptions and disclaimers. As early as in 1992 Martin said * ajka@econ.umk.pl; p.nispen@ziggo.nl "Given this conceptual chaos, it is no wonder that researchers adopt simplifying theoretical perspectives, fail to appreciate (or even read) research conducted within other perspectives, and argue about incommensurabilities" [Martin J., 1992, p. v] .
This paper focuses on organisational culture and demonstrates a practical tool referring to a typology, which may be useful in an organisational culture analysis and comparisons. Like other tools it is only a starting point for a more detailed discussion of the organisational culture of the institution in question and the ways and means of changing it, if necessary. However, it is also a recent tool, the result of a Dutch PhD thesis and one of the few, based on the European research. Laying emphasis on the European research is of importance because national values give a specific, national bias in favour of certain values in research on organisational culture, whether we like it or not. The American research is biased by American values and would not be fully applicable in a European context. In business, this idea is reinforced by the different economic systems with their different orientations on e.g. shareholders, customers and management.
Organisational culture is of importance for an institution's survival, effectiveness and efficiency. It is of importance for how people are doing their job without much supervision (soft controls), the relationships with stakeholders and the health and turnover of personnel (more satisfied by working in the right place). It has a strong relation with strategy, structure and control (see for instance Hofstede 2010, p. 372 ). As such it should be analysed in relation to every kind of organisation regardless it's sector, domain or size. Organisational culture studies regarding universities are very rare or even non-existing. According to our knowledge this limited number of contributions focuses rather on the contemporary situation and the role that is played by higher education institution in the global economy [see Chaput C., 2008; Gipp G.E., Warner L.S., 2009 ] than on the analyses of specific university organisational culture. It may be concluded then that the shoemaker's children are ill-shod. Our paper tries to fill this gap. However, the inspiration to write it was born on the basis of our long-term cooperation and inevitable comparisons of the policies and practices of the Polish and the Dutch university.
We start our presentation with the nature of organisational culture and general problems referring to the organisational culture measurement and classification, however without going into detail. Then we go on to the presentation of our survey core theoretical background which is Dreimüller's organisational culture typology. The further paragraphs show a method used in the survey, samples and the survey results, respectively for the Polish and the Dutch respondents. The paper ends with discussion and implications for future research.
Organisational culture. Theory and practice
The quest for understanding organisational culture, leave alone a relevant instrument for business already has continued for half a century but has proven rather elusive. The research is a maze of disciplines, inductive-deductive, theories, methods, empirical testing, concepts, perspectives, axes, typologies, divergence and diversity, colours, observations, descriptions, interviews, questionnaires, aspects, games, change, functions and use, enculturation, relation with climate, strong and weak cultures, industry cultures, occupational cultures, project cultures and more. Not surprisingly, this maze results in insufficient exchanges between researchers, countries and disciplines.
The shortest definition of culture is following: culture is an institution [Vroom, 2002, p. 197] . For a sociologist an institution is a way of thinking, acting and feeling. Culture then becomes a way of thinking, acting and feeling. Because sociology studies groups of the people, an institution, and hence a culture, belongs to a group of people (e.g. the organisation) and is further delineated by a given time and place. Hofstede defines it as "the collective programming of the mind that distinguishes the members of one organization from others", also in the mind of stakeholders [Hofstede G., 2010, p. 344] . However, as Schein says "a chronic issue in conceptualizing 'culture' seems to be whether we should think of culture as a 'state' or static property of a given group/organization or as a human process of constructing shared meaning that goes on all the time" [Schein E., 2000, p.XXIV] and in the latter case may be used in a deliberate way.
Another important discussion ranges from the importance of values to a focus on practices. Hofstede stresses the latter position and it is also an outcome of GLOBE: "Results of the GLOBE Project to date suggest that national culture tends to reflect values, whereas organizational culture tends to reflect practices" [Ashkanasy N.M., Wilderom C.P.M. and Peterson M.F, 2000, p.386] . Looking at one aspect of values research underlines this position. Values are developed in the pre-adult years and for that reason they do not develop or change once they start working. From that perspective organisational culture is the rather specific mix and interaction (practices) of values of the employees that are linked to a national culture values. At the same time, organisational practices may be more difficult to research, more time consuming (interviews, observations) and less easy to compare (unique nature). According to Martin Hofstede: "Societies, organizations, and individuals represent the gardens, bouquets, and flowers of social science. Our research has shown that the three are related and part of the same social reality. If we want to understand our social environment, we cannot fence ourselves into the confines of one level only: we should be prepared to count with all three" [2010, p. 368] .
Classifying and Measuring Organisational Culture
Every organisational culture is to some extent unique and unrepeatable, however there is still a need for categorisation of this variety, both for scientific reasons and use in business practice. A few approaches have received particular interest in management studies.
In the classic approach proposed by Harrison [1972] and elaborated by Handy [1978] the types of organisational culture (power, role, task and person) are related to the two dimensions of centralisation and organisation formalisation. Although rather simple, the approach has been extremely influential and is playing a primary role in shaping the way in which scholars, students and practitioners understand the work environment [Brown 1998, p. 66] . Interestingly, another popular and significant classification of organisational cultures created by Deal and Kennedy [1982] led to the relatively similar results. Although based on the different dimensions (i.e. the company's activity degree of risk and feedback speed) and proposed labels of culture types are more colourful than in the previous typology (the tough-guy -macho culture, work hard/play hard culture, bet-your-company culture, process culture) the essence of each type may be identified with Harrison/Handy's approach.
To some extent the analogy may be found in the next leading concept created by Cameron and Quinn [2006] . They developed a model of competing values. Their research started with a list of 39 possible indicators of organisational effectiveness but through statistical analyses brought these 39 down to two dimensions (flexibility vs. control and internal vs. external orientation) and four clusters.
The aforementioned proposals discuss organisations but actually talk about companies, not NGO's or governments. Furthermore, they do not refer to the values research and hence, their statement that the culture clusters represent values is an assumption. They note, however that the literature indicates how organisational values have been associated with forms of organisations (possibly only in a US context). They state that the (unproven) strength of the clusters identified in every approach (four clusters in each) defines them as four cultural types. Thirdly, none of those approaches fully explain their starting point, i.e. the selection of axes or dimensions. Why just two dimensions/axes (e.g. internal-external and change-control) and why these two? Other researchers come up with other dimensions and/ or with more than two (up to seven) [see culture dimensions proposed by Trompenaars and Hampden-Turner 1997 and Schwartz 1992] . Nevertheless, each of them is declared as the key starting point for understanding organisational culture. If so, they would be all related and a two dimensional approach would be superficial.
As an attempt to overcome these simplifications the Hofstede organisational culture model [based on the work by Sanders and Neuijen 2005] recognises six autonomous and two semi-autonomous dimensions. The inductive research is based on interviews in 20 units of 10 companies in the Netherlands and Denmark. However, the application is commercially protected [description in Hofstede 2010, details not in the public domain].
Dreimüller's Organisational Culture Typology
As mentioned before, in this paper we not only contribute to the university organisational culture analyses but also make a pilot usage of Dreimüller's approach to measure/identify it. Dreimüller took the policy cycle and the improvement of the organisation as his starting points. The policy cycle consists of the development of strategy, measuring it through the balanced scorecard (BSC) and implementation. The BSC originally focuses on the primary and secondary processes, each with two aspects, one of which may be related to production and tasks and the other to means and society. Dreimüller converts the BSC into a typology of four cultures(figure 1), each of them described along the same set of criteria (including core of the culture and approach to systems, to making mistakes, staff, organisation, communication, success, management style and danger). Although the axes are very similar to those in the Quinn/Cameron's approach, both the items constituting each culture type and culture types' descriptions are different. The four cultures are described in catchwords in the table below (Table 1. ). On the basis of his PhD thesis Dreimüller developed a questionnaire, a website and a game [Dreimüller 2008a [Dreimüller , 2008b . Again, they are only the starting point of further discussions and they do result in a straightforward picture. Organisations generally have a dominating culture but also include aspects of other cultures. In the next paragraph we present results of the Dreimüller questionnaire application in two university units within the Polish and the Dutch culture. One of the aims of this study was to test the research tool in a multi-faceted way and for that reason the questionnaire was used in different manner in each organisation. However, results of both surveys indicate elements of the analysed units' organisational cultures and as such may serve as the basis for comparisons as well as suggestions for the universities management.
Method
The questionnaire, originally created in Dutch has been translated into English and then into Polish. The list of items included in the questionnaire is presented in an appendix. These items (statements) are grouped in four areas: the organisation, the management, the people and the decision-making. Each area consists of four sets of four statements each, representing four types of culture. Each time a respondent needs to divide 10 points over four statements. In our approach we have modified the original approach by asking the Polish respondents for a double assessment: the existing organisational culture and the desired one. This was done to find out whether the results differ and if respondents may cope with such a double assessment. It is also in line with two different ways of playing the related game. The answers were processed as follows: 1. For each statement the average score was calculated. 2. The average score for each culture type (team, task, aim, process) was calculated for each area (the organisation, management, people, decision making). 3. All four areas' results are gathered together and the average score for each culture type was calculated.
In the Polish university unit the survey was conducted in September 2014. The questionnaire was sent to all (i.e. 115) academic staff and 43 responses have been collected, which represents almost 40% of the population. In relation to the aim of the research (a multi-faceted test of tool) the arithmetic mean for the whole sample was calculated.
Simultaneously, at the Dutch university groups of fourth year students of business administration, selected according to their participation in courses on organisational culture, made a survey (combination of playing the game and discussions) to get an idea of their university unit culture, obtaining perceptions of lecturers, management and students. Their results do not stand the test of scientific rigour (representative samples, numbers of respondents etc.), but they do give impressions about possible results variation according to a sub-culture. In the analysis of this part of the data we compare results of each respondent group as well as results gained by each group of students.
Sample
The analysed organisations are similar concerning their size and, obviously, the domain.
The Dutch university is a relatively large organisation with 34,000 students, 3,500 staff and 13 educational institutes. The institutes have key decision-making powers and the primary financial authority. The research has been conducted in the Institute of Management Studies.
The Polish university comprises of 17 faculties and 84 teaching programmes with 30,000 students and 4,300 employees including 2,200 teaching staff. The university governance has been decentralised recently and faculties received more decision-making powers. The idea of the organisational culture evaluation was met with a very positive reaction of a dean of the Faculty of Economics and Management. The results of the survey will be used in process of the faculty international certification.
Results: the Polish university unit
The survey has provided us with a multiplicity of data. In fact each of the 16 sets may be analysed separately delivering very interesting substance for in-depth study of the university organisational culture. However, considering the limited capacity of this paper we decided to present the final results reflecting the overall perception of existing and desired organisational culture as well as the most distinct scores in each analysed area; see figure 2. Average assessment of the statements in all four areas leads to the observation that the existing culture is a mixture of the process and aim type while the desired one comprises of elements of the task and team culture. As such this picture must be supplemented by the data regarding the specific area and statements. Table 2 , therefore, presents the average scores of the highest evaluated statements for the existing and the desired culture in each statement set. Existing: The organisation is mainly focused on rules, procedures, efficient production and maintaining the status quo.
Process 4,1
Desired: The organisation is mainly focused on collegiality, safety, transparency and involvement in the objective of the organisation
Existing: The success of the organisation is determined by personnel development through involvement of and care for people.
Team 3,2
Desired: The success of the organisation is determined by personnel development through involvement of and care for people.
Team 3,7
Existing: The organisation treats people in the organisation as employees with a contract and mutual rights and duties.
Process 4,0
Desired: The organisation treats people in the organisation as equals who unanimous aim at a common goals. Both the general picture and the more detailed results in Table 2 show that the academic staff of the Polish university unit regards the organisational culture as control rather than change oriented. In reference to the organisation's internal environment, analysed in the questionnaire with the areas of 'the organisation' and 'the people', respondents consider the rules and procedures as the key means shaping the performance, also indicating the internal orientation in these two fields. In respect to the areas of 'management' and 'decision-making' the response suggests, however, a combination of control and external orientation. Specifically, the unit staff considered the management as rather centralized, demanding employee
The People
Existing: People need to give priority to the implementation of their tasks within the existing rules and procedures.
Process 3,1
Desired: People need to give priority to the common implementation of tasks and the mutual support in doing so.
Team 3,4
Existing: People performing well are those who implement their work within the system according to the prevalent rules.
Process 3,2
Desired: People performing well are those who are professionals and want to get the job done Task 4,0
Existing: Employees are expected to be hard working, obedient and loyal to the management.
Aim 3,4
Desired: Employees are expected to good team players and have good contacts with one another.
Team 3,4
Existing: People are motivated by their own motivation, the wish to contribute and by thinking of improvements.
Task 3,7
Desired: People are motivated by their own motivation, the wish to contribute and by thinking of improvements. Existing: The assignment of tasks or works is based upon the plans of the organisation in accordance with the existing rules.
Process 4,1
Desired: The assignment of tasks or works is based upon the personal preferences of the employee (career) and in consultation.
Team 3,1
Existing: Conflicts are normally avoided by referring to rules, procedures and responsibilities.
Process 3,6
Desired: Conflicts are normally solved by discussions, aimed at finding win-win solutions.
Task 3,9
Source: own study Aldona Glińska-Neweś, Pieter van Nispen loyalty, obedience and hard-working but simultaneously focused on satisfying the superiors (in default: the university governance; this fact could be interpreted as leftovers of the previous centralized university system). The answers given in reference to the desired organisational culture suggest, on the contrary, a preferred direction of change. The unit academic staff prefers an orientation on change and external environment. That means more focus on positive relationships at work, job satisfaction and team-work, accompanied by entrepreneurship and innovation. Only in case of two items the existing and desired cultures meet, i.e. in a definition of organisation success and staff motivation. Figure 3 shows the organisational culture of one of the Institute of Management Studies, divided in the perceptions of students, lecturers and management. The research was done by using the game and interviewing people. Overall, the three groups have a more or less similar perception. Lecturers stress a more team oriented organisational culture. All three groups appear not to be interested in the aim culture. Two other groups of the fourth-year BA students had quite different perceptions of the organisational culture. In order to compare with others, a junior researcher and a senior lecturer researcher were asked to add their perceptions (figure 4). The four diagrams stress the aim culture, just the opposite of its non-importance of figure 3. Three out of four stress a task-oriented culture. The importance of a team-culture was mostly mentioned by the junior researcher. The main focus for the students was either a process or an aim-culture. The diversified results of each group of respondents reflect the complexity of the organisational culture, which limits the usefulness of questionnaires such as Dreimuller's. The structure and university specificity stimulate also the existence of sub-cultures, which may explain the aforementioned differences in perceptions. We will come back to this issue in the 'discussion' paragraph. Before this, though, we would like to refer, at least to a limited extent, to the influence of the national culture on the organisational cultures of the Polish and Dutch university.
Results: the Dutch university unit

Link with national cultures
One of the sources of organisational cultures is the national culture of the country the company is located in [Schein 2000] . Despite the multiplicity of national culture frameworks, for demonstration purposes we have compared the Dutch and Polish national cultures on the basis of Solomon and Schell [2009] . Table 3 presents this model dimensions indexes for Poland and the Netherlands.
On the basis of Solomon and Schell we would expect that Dutch organisational culture in general, in terms of Dreimüller, is more open to change. Although Solomon and Schell do not give an indication of outwards orientation (internalexternal), the Dutch have always had a very open economy. The two combined we might expect more of the task-orientation on the Dutch culture side and a slight inclination to the process-culture (control, internal) on the Polish side, which actually was demonstrated in our survey. At the same time one may wonder whether such an orientation (control, internal) reflects socialist days and whether the long-term Polish culture is more open. The expressed preference for a team and task-culture indicates a willingness to change and again one may wonder whether that reflects the change towards a pluralist democracy and market oriented economy.
The Dutch are also much more egalitarian than the Poles and much more direct in their communication. These two dimensions may be explanatory for the dominance of team culture over the aim culture at the Dutch university unit and the opposite result at the Polish university unit. The question is then if the desires for the team culture at the Polish university indicate changes of the Polish national culture towards egalitarianism. 
Discussion
Research of organisational culture cannot be done without cultural biases but not all researchers are aware of the cultural glasses they are wearing. These glasses include national value patterns. One pitfall has hardly been recognised, the effect of values in economic systems. In general terms one might say that the Anglo-Saxon system focuses on shareholder value and the Rhineland model on product and customer. For these reasons foreign, e.g. American, management models often fail if implemented lock, stock and barrel in e.g. the Netherlands or Poland.
The work by Dreimüller suffers from this problem because the author takes the Balanced Score Card, an American approach, as his starting point for outlining organisational cultures in the Netherlands. He does not question the applicability of the BSC outside the USA. However, his research and the one by Hofstede are the rare examples of the European approaches.
Our original idea was to relate the students and staff perceptions of the Polish university unit organisational culture and to compare this with the similar survey conducted in the Dutch university unit. Practical consideration (time, permissions) prevented us from doing so and instead we made a study of limited scope but with differentiated ways of the tool usage. On this basis we may draw the following provisional conclusions concerning its utility: -The questionnaire is just a starting point for much more detailed discussions;
hence, it has a relative value. And even if all parties agree on the organisational culture, one needs to decide for what purpose and how this organisational culture will be used; better even if done so beforehand. -A distinction between management, students, supporting staff, and lecturers is useful in view of the different roles these parties play and the need to optimise their interactions. Limiting the delineation of an organisational culture of a university to its staff, excluding students, considerably reduces the reliability and value of the results. -Representative samples with large numbers of respondents are necessary conditions for the reliability of the outcome of the questionnaire (which, in turn, is only the first step).
Universities are a specific type of organisation. One may say that the two dimensions of Dreimüller are also two dilemmas for universities. On the one hand, a university is focused on control in terms of rigorous scientific experiments and the development of students, and on the other, on change in terms of ever-new developments that need to be taken into consideration. Internal points to the needs of having one's house in order (e.g. the academic quality) and external to the role of universities in societal debate. Indeed, from this perspective a university is a balancing act. The results of our survey give an impression of organisational cultures of the two analysed universities. As mentioned before, culture research is always biased with the researcher's set of values. Thus, the results gained in each unit may be also rationalised using a perspective of the researcher. In the case of the Polish university the researcher's perspective assumes that, like in the Deal/Kennedy framework, a university performs in a combination of low risk and long-term feedback. This is a dominant notion of specificity and the role played by the university in the Polish system and it implies the process culture type as predominant. Actually this type of culture was indeed identified in the Polish university unit. The Dutch concept of the university is reflected in the two tier structure, academic universities and universities of applied sciences. The former is focused on scientific research, more internal and control or process-culture. The latter focuses on preparing for specific jobs and should be more external and control or aim-culture. However, academic universities have more students than societal needs for scientists and hence, looks at other employment opportunities as well. At the same time universities of applied science are often used as a tool for higher education rather than the preparation for a job.
Our pilot study revealed both advantages and disadvantages of the Dreimüller's questionnaire. As such it may be considered as a contribution to the organisational culture studies and an introduction to further in-depth analyses. We plan to continue our investigation and hope to share the results in the future.
D
Structured, formal rules and procedures and strict management are characteristic.
R2
The organisation is mainly focused on A Collegiality, safety, transparency and involvement in the objective of the organisation.
B
Looking for, developing and implementing new things (products, clients and means).
C Internal competition, aggression, realising objectives and winning. D Rules, procedures, efficient production and maintaining the status quo.
R3
The success of the organisation is determined by A Personnel development through involvement of and care for people.
B
The availability of unique, innovative, leading new products. C Being ahead of the competition and a larger market share. D Efficient, functional, reliable, cheap, well organised and controlled production.
R4
The organisation treats people in the organisation as 
R15
The assignment of tasks or works is based upon A The personal preferences of the employee (career) and in consultation.
B
The mutual co-ordination of work and the qualities of the employee.
C
The judgement of the superior.
D
The plans of van the organisation in accordance with the existing rules.
R16
Conflicts are normally A Solved to maintain the good working atmosphere and without hurting people.
B
Solved by discussions, aimed at finding win-win solutions.
C Solved by management.
D
Avoided by referring to rules, procedures and responsibilities
